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THE OPENING GUN 

The President's Budget had ,just been submitted to Congress. Weeks of 

h e c t i c :  a c t i v i t y  h a d  e n d e d .  The s y s t e m s  i n t e , g r a t - i . o n  act: : i .on o f f i c e r s  w i t h i n  

t h e  P e n t a g o n  w e r e  l o o k i n g  f o r w a r d  t o  a p e a c e f u l  r e s p i t e .  On M a r c h  2 3 ,  a t  a 

r o u t i n e  W e d n e s d a y  m o r n i n g  Army R e q u i r e m e n t s  R e v i e w  Counc-[.]. m e e t i n g ,  G e n e r a l  

V u o n o ,  C h i e f  o f  S t a f f ,  A rmy (CSA) a n n o u n c e d  t h e  D e f e n s e  R e s o u r c e s  B o a r d  

(DRB) w o u l d  c o n v e n e  4 - 6  A p r i l  t o  e x a m i n e  p r o g r a m m i n g  . i s s u e s  r e ] . a t e d  t o  t h e  

FY 9 2 - 8 5  F i v e  Y e a r  D e f e n s e  P l a n  ( F Y D P ) .  As t h i s  w o r d  f : i l t e r e d  down t h r o u g h  

t h e  d i r e c t o r a t e s  r r f  t h e  D e p u t y  C h i e f  o f  S t a f f  f o r  O p e r a t i o n s  and  P l a n s  

(DCSOPS) ,  I sa t ,  c o n t e n t e d l y  b e l i e v i n g  t h e  w o r s t  o f  my r e l a t i v e l y  new t o u r  

was o v e r .  I had  made i t  t h r o u g h  one  c y c l e  of '  t h e  b u d g e t  p r e p a r a t i o n  p r o c e s s  

and  was s a t i s f i e d  I had  d o n e  my j o b .  The p r o g r a m  i[ r e p r e s e n t e d  had  l o s t  no 

f u n d i n g  d e s p i t e  c r i t i c a l  r e v i e w  a t  a l l  e c h e l o n s  o f  t h e  D e p a r t m e n t  of '  D e f e n s e  

(DoD)  b u r e a u c r a c y .  When my b o s s  a n n o u n c e d  t h e  DRB me~:,t"in~ I h a d  no :Ldea 

w h a t  a DRB w a s ,  nor- any  n o t i o n  crf w h a t  i m p a c t  i t  cou-[.d h a v e  on me. W i t h i n  

f i v e  d a y s ,  my w o r l d  c h a n g e d  r a d i c a l l y .  My p r o g r a m ,  t h e  A rmy  A l l  S o u r c e  

Analysis System (ASAS), had been tagged by the Assistant; Secretary of 

D e f e n s e  f o r  P r o g r a m  A n a l y s i s  and  E v a l u a t i o n  ( A S D ( P A E ) ) ,  Dr" [ : ) av i d  C h u ,  t o  be 

"killed ! " 

What Gray I refers to as the General Adaptation Syndrome set in. It 

is difficult to describe the rise in adrenaline as the feelings of fear and 

stress developed when I heard that Dr Chu personally, t~elected ASAS for 

termination. What was to follow was a rapid education in how the Pentagon 

bureaucracy works. In less than two weeks I was to become intimately 

familiar with the DRB process, the power and influence of Dr Chu, the 

frustration of educating senior decision maker,'~ on the significance of a 

complex developmental program, the finesse required to get people to accept 

a favorable position on an issue, and the disbelief that what really counts 
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i s  b a r g a i n i n g  and  i n f l u e n c e  r a t h e r  t h a n  t h e  w a r  l : ig .  h t : i n g  v a l u e  o f  t h e  s y s t e m  

a t  i s s u e .  The e v e n t s  wh_/.r:h o r : :c :u r red  w e r e  a t e x t b o o k  e x a m p l e  o f  

H a l p e r i n ' s  = b u r e a u c r a t i c :  rnode l  of: h i g h  l e v e l  d e c i i s i o n  rnak::Ln~. - [he - i_n ten t  

of this paper is to desc:ribe how the ASAS issue was addressed by DoD's 

highest level decision forum s , with comments (::oncerrling applic:ability to 

Halperin "s model. 

ELEMENTS OF THE PROBLEM 

ASAS i s  o n e  o f  t h e  A r m y ' s  m o s t  c : o n t r o v e r s i a l  d e v e ] . o p m e n t a ] . ,  pro,£~rams. 

I t  : i s  t h e  n u m b e r  one  p r i o r i t y  i n t e l ] i g e n c : e  s y s t e m  and  among t h e  t o p  t e n  

p r i o r i t i e s  ( o u t  o f  r . o r e  t h a n  5 0 0 )  i n  t h e  A r m y .  W i t h  o v e r  $1 b i l l i o n  i n  stank 

c i o s t s  and  t e n  y e a r s  : in d e v e l o p m e n t ,  t h e  s y s t e r n  r e m a i n s  f o u r  y e a r s  f r o m  

f i e ] _ d ± n g .  C o n t i n u e d  dev~:~lopraent  a n d  p r o c u r e m e n t  a r e  p r o j e c t e d  t o  c : o s t  an 

add_it:i./'nal billion dollars. As costs continue, to rise, i,u,i,~..ruuz, u~,,..,,~.f,ts 

have come to the fore. The most formidable opponent has been Dr Chu, the 

PAE c h i e f  a n d  w u n d e r l < i n d  o f  t h e  O f f i c e  o f  t h e  S e c : r e t a r y  o f  D e f e n s e  ( O S D ) .  

Prior to 2978, the Services had i5 separate tactical intelligenc:e 

f u s i o n  p r o g r a m s  i n  d e v e l o p m e n t .  C o n g r e s s ,  s e n s i n g  e x c ; e s s i v e  c o s t  

d u p l : i c i a t i o n ,  d i r e c t e d ,  by  l a w ,  t h a t  t h e  p r o g r a m s  be c o n s o l i d a t e d  and  r, a n a g e c  

by the Joint Tactical Fusion Program [Iffice. The Army and Air" Forc:e got on 

board, with Congress directin£~ the Army to take the lead. The Navy and 

Marines took a wait-and-see attitude and invested no funds. 

ASAS,  and  i t s  A i r  F o r c e  c o u n t e r p a r t  - t h e  Enemy S i t u a t i o n  I ] o r r e l a t i o n  

E l e m e n t  ( E N S C E ) ,  i s  i n t e n d e d  t o  s e r v e  as  a t a c : t i c a l ] . y  dep].oyab_'Le a u t o m a t e d  

d a t a  p r o c e s s i n g  s y s t e m  d e s i g n e d  t o  r e c : e i v e ,  c : : o r r e l a t e  and  f : use  i n t e ] . ] . i g e n c : e  

d a t a  f r o m  s t r a t e g i c :  and  t a c t i c - a l  s o u r c e s ,  t o  d e v e l o p  c r i t i c a l  i n t e l l i g e n c : e  

and  t a r g e t i n g  i n f o r m a t i o n  J.n a n e a r  r e a l - t i m e  f a s h i o n  and  t o  d i s s e m i n a t e  i t  
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rapidly through existing communications systiems. The ASAS/ENSCE would, i=or 

the first time, provide .ground and air commanders w:i.th a common view of the 

battlefield; particularly the deep battle area, The expected outcome is 

improved combat decision making and more effective and efficient use of 

extremely high dollar munitions. The need for this capability was w~lidated 

k3y all Services and it plays a central role in war fi..ghti.n,q. doe:trine tihrouc.~h 

t h e  1 9 9 0 " s  and b e y o n d .  

N o t h i n g  i i k e . : A S A S  e x i s t s .  The s o f t w a r e  d e v e l o p m e n t  i s  e x t r e m e l y  

c o m p l e x  and  made more  s o  by  t h e  r e q u i r e m e n t  t o  a u t o m a t i ( . ' . a l l y  s a n i t i z e  

c o m p a r t m e n t e d  s p e c i a l  i n t e l l i g e n c e  f o r  u s e  by  b a t t l e f i e l d  comrnar )ders .  The 

l e a d  c o n t r a c t o r ,  N A S A ' s  J e t  P r o p u l s i o n  L a b o r a t o r y  ( JP [_ ) ,  has  s t a t e d  t h e  

s o f t w a r e  e f f o r t  i s  more c o m p l e x  t h a n  a n y t h i n g  desi,..~ned f o r  t h e  US s p a c e  

p r o g r a m .  D e v e l o p m e n t  h a s  been  f u r t h e r  c o m p o u n d e d  by  t h e  c h a n g i n g  S e r v i c : e  

n e e d s  and  i n t e r f a c e  r e q u i r e m e n t s  c a u s e d  l a r , q e L y  by  t h e  p r o g r a m ' s  l e n g t h y  

r e s e a r c h  and  d e v e l o p m e n t  ( R I D )  p h a s e ;  e . g . ,  n u m e r o u s  w e a p o n s  and  i n f o r m a t i i o n  

s y s t e m s  have  been  f i e l d e d  s i n c e  t h e  o r i g i n a l  s t a t e m e n t  or# w o r k  was d e v e ] . o p e d  

t e n  y e a r s  a g o .  

T h r o u g h  a l l  t h e  y e a r s  o f  R i D ,  t h e  s y s t e m  h a s  r e c e i v e d  s t r o n g  suppr ,  r b  

f r o m  t h e  S e r v i c e  c h i e f s  and  C o n s r e s s .  H o w e v e r ,  t h e  P e n t a g o n  b u d g e t e e r s ,  t ;he 

General Accounting Office and the Army Audit Agency hold quite a different 

perspective. Their view finally rose to the top with Dr Chu's initiative to 

"kill the program" as part of a White House directed $1.8 bil]i.on cut in the 

FY 91 DoD budget. 

PARTICIPANTS 

The moment Dr Chu's issue paper containing his proposal hit the street, 

lines between the proponents and opponents of the program were quickly 

3 



d r a w n .  

As H a l p e r ± n  n o t e s  ~, m e m b e r s h i p  in t h e  b u r e a u c : r a c : y  s u b s t a n t i a l i l . y  

d e t e r m i n e s  o n e ' s  p e r c e p t ± o n s  and  g o a l s .  The p r i n c i p a l  s u p p o r t e r s  cYP ASAS 

a r e  shown on t h e  c h a r t  a t  e n c l o s u r e  1 ,  exc:]..udinc,~ t h e  AS [ ) (PAE) ,  Dr  I-:hu, and 

t h e  OSD ( C o m p t r o l l e r ) ,  Mr O ' K e e f e .  The p r o p o n e n t s  a r e  p r : i n c : i p a l l y  

o p e r a t i o n a l l y  o r i e n t e d  l e a d e r s  who c : l e a r [ . y  u n d e r s t a n d  ~,he n e e d s  o f  t h e  

f u t u r e  b a t t l e f i e l d  and  t h e  i n t e r r e l a t i o n s h i p  b e t w e e n  i n t e l ] . i g e n c : e  suppr-)Kt 

and  h i g h  t e c h n o l o g y  w e a p o n s  s y s t e m s .  As e x p e c ' t e d ,  [)r  I_-;hu and  Mr O ' K e e f e ,  

t h e  p r o g r a m ' s  s t a u n c h e s t  e n e m ± e s ,  a r e  d o l l a r  o r ± e n t e d ,  w i t h  l ± t t l e  k n o w l e d g e  

o f  i n t e l l i g e n c e  o r  war  f i g h t i n g  d o c : t r ± n e .  A,q.a:i.n, Ha] .per : i r l  p e r t a i n s :  " M o s t  

o F l " i c : ± a l s "  p o s i t i o n s  on i s s u e s  can  h~e p r e d i c : t e e d  w i t l q  I"vJ..~h r e ] . i a b i l i t y  f r o m  a 

knowled, .qe o f  t h e i r  o r , . q a n i z a t i o n a l  a f f i l i a t i o n .  ' 's 

[ I f  s p e c : ± a l  i n t e r e s t ,  was t h a t  g r o u p  o f  ± n f l u e n t : i a ] .  ].cadavers who p l a y  a 

r o l e  in t h e  ORB, b u t  a r e  n o t  d iF .c :c : t l y  inv,z:].vt::d :i.:n t,he ASAS pmo,qram. T h e s e  

i n c l u d e d  t h e  C o m m a n d e r s - i n - C h ± e f  o f  t h e  Eumopean Command (ELIE]C)M), t h e  

Pac: i i : i c :  Command (PACOM), t h e  A t l a n t i c  Command (LANTC:CIM) and t h e  F o r r : e s  

Comrnand (FORSCOM). Mos t  i m p o r t a n t  w e r e  t ;he v i e w s  o f  t h e  new D e p u t y  

S e c r e t a r y  o f  D e f e n s e  ( t h e  des i , q_na ted  cha:Lr  oi:  t h e  DRB) (Mr  [ ) o n a l d  A t w o o d ,  , 

J r .  ) and  Mr C h 6 n e y ,  t h e  SEE:DEF. B o t h  w e r e  u n k n o w n  e n t i b i e s  a t  t h e  s t a r t ,  

Faut w e r e  t o  p l a y  t h e  c : ruc ' . i a l  r o l e s  ±n m a k i n g  t h e  f i n a l  deo:Ls io r~ .  

DRB PREPARATION 

As ±s  c u s t o m a r y ,  t h e  0 f f i c e  o f  t h e  s e c r e t a r y  t o  t h e  [)RB, ASD(PAE) ,  

p r e p a r e s  t h e  i s s u e  p a p e r s  t h a t  o u t l i n e  t h e  d i s c u s s i o n s .  F o r  t ;he ApK:L2 

b o a r d ,  some 20 i s s u e s  wer 'e d e v e l o p e d .  What was u n i q u e  about ;  t h e  ASAS i s s u e  

was t h e '  f a c t ,  t h a t  Dr  Chu p e r s o n a l l y  w r o t e  t h e  p a p e r  rec:omfnen(:Ji.rlg 

t e r m i n a t i o n .  H i s  log±c :  i n c l u d e d  e x c : e s s i v e  ¢ :os t  9 r o w t h  and at/ u n r e a s o n a b l y  
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iensthy development period. He made no comment regarding how the validated 

need for an ASAS-type '.~ystem would be satisfied. 

Once the ASAS issue paper was in the hands of the Army staff, the 

leadership organized for the attack. The fir'-st deci.'.:~ion w~!i'~ which staff 

o f f i c e  w o u l d  be r e s p o n s i b l e  f o r  p r e p a r i n g  t h e  Army p o s i t i o n .  T h r e e  s t a f f  

e l e m e n t s  v i e d  f o r  t h e  r e s p o n s i b i l i t y :  t h e  D e p u t y  C h i e f  o f  S t a f f  f o r  

O p e r a t i o n s  and P l a n s  (DCSOPS), t h e  Army PAE and t h e  o f f i c e  o f  t h e  A s s i s t a n t  

S e c r e t a r y  o f  t h e  Army f o r  F i n a n c i a l  Management  ( A S A ( F M ) ) .  The CSA s e l e c t e d  

t h e  ASA(FM) t o  c o o r d i n a t e  t h e  Army p o s i t i o n .  H o w e v e r ,  p r o b l e m s  d e v e l o p e d  

from the start as ASA(FM) action officers had no familiarity with ASAS. 

They had to turn to other DA "c-;taff elements for input. For ASAS, the 

process of obtaining information became extraordinarily complicated. 

An ASAS-unique problem was the fact there are three stal'-f agencies 

:i.nvel'-cd in monitoring its development: the OCSOPS, t!'~:::~ [)i:~.:.:c:to: - f~.,,- 

Information Systems, Command, Control, Communications and Countermeasures 

(DISC4) and the Army PAE. Normally, the DISC4 would be Lhe single point of 

contact for an automation sy,'.:{tem. In the ca',--ie of ASAS however, the DCSOPS 

controlled the program and most management information. E~ No one within 

ASA(FM) was familiar ~ith this organizational anomaly, so multiple attempts 

were made to obtain information from DISC4, and bec:au,,~e the DISC4 felt it 

should respond, it provided input. At the same timr~:.~, the Army PAE, a most 

knowledgeable and aggressive individual, directed his action officer (AO) to 

prepare input for the ASA(FM).. As in the case of the DISC4, the AO had no 

knowledge of the program. Thus, both the DISC4 and PAE ac:tion offic:er,s came 

to the DCSOPS for input. However, as no one could agree on the format for 

the DA position papers, the DCSOPS input wa,~; edited to fit the format unique 

to each staff activity. In so doing, significant information was ..lost. As 
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t h e  f i r s t  Army l e a d e r s h i p  r e v i e w  m e e t i n g  app rc~ached ,  f~our p o s : i t i o n  p a p e r s ,  

e a c h  w i t h  a d i f f e r e n t  b w i s t  r e t ~ a r d : i n g  t h e  s y s t e m ,  w e r e  d i s s e m i . n a t e d  

throughout the [)A staff. Few general officers were aware of the details of 

t h e  P r o g r a m  o r  how ASAS was :J r ) tended t o  f u n c : t i o r ~ ,  so  t h e  c : o n t r a d i c : t o r y  

: i n f o r m a t i o n  m o v i n g  throu, .qh t h e  s t a t : ' f  on-Ly e x a c e r b a t e d  m::i..surlderstandi.r~..q.s and  

led t o  open c o n f l i c t  d u r i n g  t h e  initial I]:SA I:)RB p r e p a r a t o r y  meeting. 

Despite the Chief of Stiaff's open frustration, his staff never fully 

coordinated and inaccurate system information remained in t/he minds of key 

Army leaders as they entered the Df~B f o r u m .  

Similar confusion existed within the OSD hierarc:hy. The OSD PAE ~:ind 

Cornptroller ac:tion officers, [Like their [)A staff c:ounterparts, had no 

u n d e r s t a n d i n g  o f  ASAS. T h u s ,  t h e y  t u r n e d  t o  t h e  [)A s t a f f  f o r  : i n p u t ;  not t o  

the DCSOPS, but to the DISC4 -- a poor sourc:e. The data they rec-eived on 

program per|:orrnanc'e was as misleading as that provided to the [)A decision 

makers. Irz t,bte re::-: F,,:,,::---?..h.~..oy had availab].e to develop the FISD PAE 

argur, ent's rationale, they were never able to gleam a good  understandin..q o f  

ASAS and the results of the:Lr effort c:ontained gross errors of fact. As it 

would later turn out, the misinformation they used c:ould easi].y be refuted 

and their credibili.ty placed at r:isk. In::Ltia]. 9uidance rio DA action 

offic:ers called for cooperation with the OSD p].ayers. However, as the 

debate bec::ame more c ' o n f r o r l t a t i o n a l  c a l l s  f o r  additiona[L data were referred 

t o  t h e  ASD f o r  Cor, mand,  Control, C o m m u n i c : a t i o n s  and I n t e l l _ i £ ~ e n c : e  ( C 3 I ) ,  

OSD 's  s t r o n g e s t  Suppor te r  o f  t h e  p r o g r a m .  

Interestingly, from the start the ASD(C3I) took a stror~£~ p,:,sition 

opposin,.~ Dr Chu. Dr Sr, ith, the ASD(C3I), wrote a scathing letiter to Dr Chu 

i.ndicatin.q. PAE had no right to take the initiative to terrni.nate the ASAS 

pro~rar,; that his offic:e had been c:iosely monitorin9 i.t, and i.f there was a 
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. , ,  

• problem Dr Chu would be notified. Relabions between these two key [IS[) 

offices immediately deteriorated and C31 provided no addi.t:ional information 

t o  a s s i s t  t h e  QSD PAE o r  C o m p t r o l l e r .  Had t h e y  d o n e  so  t h e  f a c t s  c : o u l d  h a v e  

been  c l a r i f i e d  a n d  a c c u r a t e l y  r e p r e s e n t e d .  

ARGUMENTS AND BARGAINING 

The stage was set  f o r  the g rea t  debate. The format f o r  the DRB 

proceedings was used by the Army s t a f f  in  p l o t t i n g  t h e i r  s t r a t e g y .  The 

Defense Resources Board, cha i red  by the Deputy Secretary  (DEPSECDEF), i s  the 

major governing body of the DoD resource a l ] .oca t ion  process; board members 

a r e  s h o w n  a t  e n c l o s u r e  2 The ¢ e . AoAo issu~_~ was s c h e d u l e d  f o r  30 m i n u t e s ,  

i n c l u d i n g  a p r e s e n t a t i o n  o f  t h e  Army  p o s i t i o n  by  t h e  CSA and  ,.~ener'a]. 

d i s c u s s i o n .  The f i n a l  d e c i s i o n  w o u l d  be made b y  t h e  SECDEF w i t h i n  t w o  d a y s  

o f  t h e  m e e t i n g  a n d  a n n o u n c e d  i n  t h e  f o r m  o f  a P r o g r a m  D e c i s i o n  Memorandum.  

D u r i n g  t h e  b o a r d  d e l i b e r a t i o n s ,  t h e  DRB m e m b e r s ,  as  w e l l  as  t h e  o p e r a t i t - ~ n a l  

c o m m a n d e r s ,  h a v e  t h e  o p p o r t u n i t ; "  ~-" 4 - ;  . . . .  , . .  , , . .  : . . . . . . . . . . .  . . . . . . . . . . . .  • .~.r c o m m e n t s .  T h i s  ] . a t t e r  

p o i n t  was t h e  s i g n i f i c a n t  f a c t o r  i n  d e t e r m i n i n g  t h e  Army s t r a t e g y .  

The CSA was u n e q u i v o c a l  i n  h i s  s u p p o r t  f o , :  ASAS. Llpon r e c : e i p t  o f  a 

c:opy o f  D r  S m i t h ' s  memo t o  Dr  Chu ,  t h e  Army  bec-ame v e r y  a g g r e s s i v e .  The CSA 

i m m e d i a t e l y  s e n t  a m e s s a g e  t o  a l l  t h e  [ : I N C s  r e q u e s t i n g  s u p p o r t  o r  a t  

l e a s t  no o p p o s i t i o n  t o  t h e  Army  p o s i t i o n  on ASAS d u r i n g  t h e  DRB 

d e l i b e r a t i o n s .  ( T h i s  a p p r o a c h  g e n e r a ] . l y  f o l l o w e d  H a l p e r i n ' s  m o d e l  r e g a r d i n g  

how a r g u m e n t s  a r e  h a n d l e d .  7)  He a l s o  me t  w ± t h  t h e  DEPSECDEF t o  sr, l i c : i t  

h i s  s u p p o r t .  ( A s  H a l p e r i n ' s  m o d e l  n o t e s a :  " P a r t i c i p a n t s  m a n e u v e r  t o  

i n v o l v e  t h o s e  t h e y  t h i n k  w i l l  f a v o r  t h e i r  p o s i t i o n  and  t o  e x c l u d e  t h o s e  t h e y  

t h i n k  w i l l  o p p o s e  i t .  " )  A c o p y  o' f  t h e  m e s s a g e  and  memo 's  o f  t h e  mee t i . r l g  

w e r e  p r o v i d e d  t o  OSD C 3 I ,  which,  i n  t u r n ,  p r o v i d e d  c : o p i e s  t o  [ ) r  Chu ( p e r h a p s  

p r o v & d i . n g  w h a t  H a l p e r i n  c a l l s  " c o e r c i o n ' 9 ) .  -rhe p r e s s u r e  was b u i l d i . n g  i n  
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the: f i n a l  t w o  d a y s  p r i o r  t o  t h e  sc : k l edu led  d e b a t e .  

[)r Chu's initial proposal called for the c:oml:,].etr~ termi.nation of the 

program. After receiving considerable negative reaction f:wom the .~]~{:r'vic:es 

and particularly CSI, a new issue paper was developed 48 hours bei:ore the 

DRB s e s s i o n .  I t  c h a n g e d  t h e  PAE s t r a t e g y  by  p r o p o s i n g  t o  z e r o  o n l y  t h e  FY 

91 f u n d i n g .  T h i s  e v e n t  t r i g g e r e d  a n o t h e r  s t r o n g l y  n e ~ a t i v e  r e s p o n s e  i : rom 

t h e  Army s t a f f  as  z e r o i n g  a s i n g l e  y e a r  w o u l d  p l a c e  t h e  p r o g r a m  i n  j e o p a r d y  

with Congress; a fact Dr Chu, no doubt, was familiar with. I° The AS[)(I]X:iZ) 

response was more dramatic. [)r Smith prepared another earthy memo to [)r Cht 

again taking him to task f o r  setting i n v o l v e d  in C31 affa:irs. More 

i m p o r t a n t l y ,  he w r o t e  a memo t o  t h e  SECDEF- i n  w h i c h  he m i x e d  no wow'd~-; i n  

e x p r e s s i n g  h i s  s t r o n g  d i s a g r e e m e n t  w i t h  t h e  [')AE p r o p o s a ] _  and  s u g g e s t e d  t h e  

i s s u e  be d r o p p e d  f r o m  t h e  DRB a g e n d a  as  t h e  s y s t e m  was v i t a l _  f o r  f u ' t u r e  

b a t t l e f i e l d  i n t e l l i g e n c e  c : o l l e c t i o n  and a n a l y s i s  and  r , a . j o r  w e a p o n s  s y s t e m s  

t . a r g e t i n g .  ( T h i s  a p p r o a c h  i s  c l e a r l y  i n  l i n e  w~.fF1 F.I;,lF-=,w--4,.~'r--. F,:-r_~4_.i.c:tc~:d u s e  

o f  c o e F c : i o n .  ) The memo t o  t h e  SECDEF was t h e  s t r o n g e s t  many P e n t a g o n  

o b s e r v e r s  had  e v e r  s e e n .  I t  c a u g h t  t h e  [IS[) PAE by  s u r p r i . s e .  ( E q u a l l y  

s u r p r i s i n g  was t h e  f a c t  suc:h a s t r o n g l y  w o r d e d ~  c o n i : r c ~ n t a t : i e n a l  memo c'ame 

f r o m  [ ) r  S m i t h .  H i s  r e p u t a t i o n  h a d  been  t h a t  o f  a q u i e t  man, o p p o s e d  t o  

r : o n f r o n t a t i o n  i n  a n y  f o r m .  I t  a p p e a r s  b a t t l e s  o v e r  t u r f  may b r i n g  o u t  t h e  

real. c:harac:ter of men.) 

Meanwhile, representatives of the tINts called the DA staff to obtain 

more detailed information. Qver thirty phone calls were exchanged between 

t h e  [)[:SOPS a c t i o n  o f f i c e r  a n d  h i s  c o u n t e r p a r t s  i n  EUC[IM, PACCIM, L_AN-[EIEIM a n d  

FORSC[IM. The p o s i t i o n s  o f  t h e s e  commands v a r i e d ,  as  F l a l p e r i r ~  w o u l d  

p r e d i c t ,  d e p e n d i n g  on t h e i r  p e r c e p t i o n  o f  w h a t  t h e y  had  t o  . ga i n  a n d  t h e i r  

u n d e r s t a n d i n g  o f  what ASAS o f f e r e d  them. As I..ANTCOM and PACI]M are. 
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.responsible for i:ew ground forces, they initially saw little value in ASAS; 

at least not e n o u g h  to .qo to battle with Dr ['.:hu. I-:"I'II:~SCOM was attemptin.q_ to 

develop (illegally ='~) their' own version of ASAS because they had one of the 

lowest priorities for receiving the system (well after the year 2000). 

Thus, the FORSCOM staff in order to retain CINI-', support [or' its 

developmental efforts inaccurately portrayed the benefit,,.:.; of ASAt] end so 

F'ORSCOM support was also initially luke warm. Fortunately~ the CINC EUCOM 

s e n t  a f o r c e f u l  m e s s a g e  t o  OSD e x p l a i n i n g  h i s  p o s i t i o n  t h a t  ASAS was t h e  

m o s t  s i g n i f i c a n t  c o m b a t  s u p p o r t  s y s t e m  p r o g r a m m e d  f o r  USAREUR a n d  he  

d e s p e r a t e l y  n e e d e d  i t s  c a p a b i l i t i e s  e a r l i e r  t h a n  c u r r e n t l y  s c h e d u l e d .  I n  

f a c t ,  he  d e m a n d e d  m o r e  f u n d i n g  be  p r o v i d e d  t h e  p r o g r a m  t o  s u p p o r t  e a r l i e r  

fielding. 

T h e  CINC EUCQM m e s s a g e  c a u s e d  a g r e a t  s t i r  w i t h i n  t h e  P e n t a g o n .  T h e  

m a i n  r e s u l t  was  t h a t  D r  Chu a g a i n  r e e x a m i n e d  t h e  i s s u e .  H o w e v e r ,  a f : t e r  a 

quick r.~:,,.,iew .h4c ~'~osition remained firm, but, he issued a third ~_:,-si,_,,, c,[ 

the ASAS issue paper. It) it he returned to his initial view that the 

program be terminated. His logic this time was there was no requirement for 

a tactical fusion capability, that the Joint Surveillance and Target Attack 

Radar' Syt-~tem x2 (J-STARS) would adequately handle the near term 

battlefield need for intelligence and, for the long term solution, a study 

group should be formed to reexamine options for providing a capability 

similar to ASAS. He did not address the ASAS sunk cost or the potential 

cost or source of "funding for a new development effort. 

T h e  A rmy  l e a d e r s h i p ' s  r e a c t i o n  t o  D r  C h u ' s  new p r o p o s a l  w a s  v e r y  

n e g a t i v e .  D r  Chu was  p e r c e i v e d  now t o  be  b e c o m i n g  i n v o l v e d  i n  w a r ' f i g h t i n g  

s t r a t e g y ;  t o  be  s a y i n g  t h e  AK'aly's ( a n d  A i r  F o r c e ' s  - ASAS i s  a j o i n t  

program) f u t u r e  w a r f i g h t i n g  d o c t r i n e  was  u n s o u n d .  F u r t h e r ,  t h e  l e a d e r s h i p  
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was w e l l  awa re  t h a t  Dr C h u ' s  p r o p o s a l ,  s k i r t e d  t h e  c : u r ~ e n t  r ' e q u i r e r n e n t  f o r  a 

A S A S - l i k e  c a p a b i l i t y  and t h a t  he a p p e a r e d  t o  ~e 9Fasp: i .n9 P o t  any  

j u s t i f i c : a t : L o n  t r ,  e l ± m i n a t e  th : i .s  spec::i.#ic: sys t ;em.  An i m p o r t a n t  r e s u l t ,  oP 

C h u ' s  r e v i s e d  a r g u m e n t  was th~:~t t h e  AiM Forc:e c:arae t o  s t F o n ~ l y _  s u p p o r t  t h e  

A r m y ' s  p o s i t i o n  as d i d  most  o f  t h e  C INCs.  A l l  P e l t  Dr Chu was ac:t: i .ng we-L1 

kaeyond h±s  c h a r t e r .  The n e t  r e s u l t  was t h e  day  b e f o r e  t h e  DRB me t ,  a l l  

S e r v i c e s ,  CINCG and t h e  [1S[) C3Z were  p r e p a r e d  t o  s u p p o r t  ASAS, o r  a t  l e a s t  

t o  f i g h t  Dr  C h u ' s  i n i t i a t i v e .  

THE DRB DELIBERATIONS 

The ASAS i s s u e  was s c h e d u l e d  t o  be d i s c u s s e d  a t  t h e  end o f  Day 1 o f  t h  

DRB d e l i b e r a t i o n s .  The f i r s t  p o r t i o n  o f  t h e  agenda i n c l u d e d  a new r e q u i r e -  

rnent f o r  t h e  CINCs"  t o  p r o v i d e  a 30 m i n u t e  p r e s e n t a t i o n  on t h e i r  k e y  bud,~et  

i s s u e s .  [ } b v i o u s ] . y ,  t h o s e  r e s p o n s i b l e  f o r  p r e p a r i n g  t, he agenda  we re  n o t  

aware  t h a t  f ew  i : o u r  s t a r  o f f ± c a r s  c :ou ld  speak  f o r  o n l y  30 m i n u t e s .  I t  

was n o t  u n t i l  t h e  end c;f t.k:c c::,c::,::r:d d~y t h a t  a l l  CINCs had c : o m p l e t ; e d  t h e i r  

p r e s e n t a t i o n s .  4SAS was r e s c : h e d u l e d  as t h e  first t o p i c  on Day 3 .  

The d e l a y  c a u s e d  by t h e  l e n g t h y  CIN[.; p r e s e n t a t i o n s  p r o v i d e d  m a n e u v e r  

t i m e  f o r  s e c u r i n g  c o n s e n s u s  arnong t h e  r n i l : i t a M y  p a M t i c : i p a n t s  and A S D ( C 3 I )  

r e g a r d i n g  t h e i r  s u p p o r t  f o r  ASAS. T remendous  e f f o r t  was spen t ,  s o l i d i f y i n g  

t h e  s u p p o r t  o1-" t h e  s e n i o r  m i l i t a r y  mern~ers i n  e x c h a n g e  f o r  Army s u p p o r t  f o F  

o t h e r  S e r v i c e  i s s u e s .  F a c t  s h e e t s  and b r i e f i n g  n o t e s  were  r e v i s e d  s e v e r a l  

t i m e s .  F o u r  l a t e  n i g h t  m e e t i n g s  and b r i e f i n g s  w i t h  t h e  CSA w e r e  cr-Jnduc:ted. 

Y e t  t h e  P a c t s  on t h e  ASAS pFograra were  s t i l l  n o t  accu ra~ ,e ] . y  r e p r e s e n t e d .  

( H a l p e r i n ' s  mode l  may a c c o u n t  f o r  t h i s  when he n o t e s  t h a t ,  " . . . i n t e l l i g e n c e  

i n  r e a l i t y  i s  r a r e l y  i f  e v e r  e i t h e r  c o r a p l e t e  o r  a c c u r a t e . " ~ a )  

By t h e  t i r n e  t h e  ASAS i s s u e  was r a i s e d  a t  t h e  DRB, o n l y  15 m i n u t e s  
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, °  

were allotted for discussion. The CSA presented hit.; position. [)r Chu made 

no comment; his third version of the issue papeM, with all its obvious logic: 

errors, stood on its own merits. The CINC E-UCOM made a 30 sec:ond plea in 

support of the program. No other voices were heard. 

As DRB s e s s i o n s  a r e  s e c r e t ,  no one  knew w h a t  had  h a p p e n e d  u n t : i ] ,  t h e  

word finally filtered down from the CSA's office late on the evening off 6 

April; theSECDEF's final decision on ASAS would be made over the next few 

days. There was no indication of how successful the CSA had been in making 

his case. Pins and needles. 

On the morning o f  I 0  A p r i l ,  i n f o r m a l  word was rece ived  from ASD(t3I )  

t h a t  Sec re ta r y  Chaney had made a d e c i s i o n  i n  f avo r  of  ASAS. Appa ren t l y ,  h i s  

p r i o r  knowledge of  the program gained wh i l e  a member of  the House 

I n t e l l i g e n c e  Se lec t  Committee was more than adequate to  ensure h i s  suppor t .  

What is ironic is that Mr [:h~ney may have bcc.q the c, sl;" i,,Jividual "_in the. 

DRB session who actually understood ASAS. II- he had not participated in the 

DRB discussion the program may not have survived..--Two days later, a Program 

Decision Memorandum was issued which reflec:ted"his support. ASAS 

was granted new life and an expression of very high level support, but we 

all were aware that Dr Chu has a very long memory. The fQur inches of 

briefing materials prepared for the DRB were placed in the permanent files. 

AFTER THOUGHTS 

As H a l p e r i n ' s  model p r e d i c t s ,  the i n d i v i d u a l s  i n v o l v e d  i n  the ASAS 

dec is ion  making d id  not  see the i ssue  i n  the same way, nor d i d  they have the 

same i n t e r e s t s .  The r o l e s  they  p layed w i t h i n  DoD gave them access to  

d i f f e r e n t  i n f o r m a t i o n  which led t o  d i f f e r e n t  concerns ( e . g . ,  e f f e c t i v e  

t a r g e t i n g  o f  deep b a t t l e  weapons vs .  c o s t ) .  What  was a bud.q_et i ssue  to  [)r 

• ~,~.L •~ ~ :-:.:.~ i~. ~ • " " ". ~ % ~: ~ .:, 
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F.:hu and Mr O ' K e e f e ,  was an o p e r a t i o n a l  i s s u e  t o  t h e  CSA and CINC EUCOM. 

P a r t i c i p a n t s  m a n e u v e r e d  t o  i n v o l v e  t h o s e  t h e y  t h o u g h t  f a v o r e d  t h e i r  p o s i t i o n  

( e . g . ,  Chu s o u g h t  o u t  O ' K e e f e ,  t h e  Army s o u g h t  s u p p o r t  f r o m  t h e  I ' : I N C s ) .  

I t  seems c : l e a r  t h a t  t h e s e  o f f i c i a l s "  p o s i t i c ~ n s  on t h e  i s s u e  r e f l e c t e d  t h e i r  

o r , . q a n : i z a t : i o r l a l  a f f i l i a t i o n .  r h e  Army sougq, h t  tr~ rnax:irn:ize s u p p o r t  f o r  ASAS :in 

three different ways. First;, it sought to persuade the L-:INCs, the 

DEPSECDEF, the Vice Chairman of the JCS and others that they had a stake in 

the issue. Second, the Army offered to support other Service issues in 

exchange for its support for their priorities (barga:inin,q). Finally, in 

coordination with the ASD(C3I), the Army attempted to c:oerc:e Dr Chu by 

providing him a copy of the C3I ].etter to the S[-CDEF" .... actua]..]_y dr~]fted by 

the [)A DE:SOPS act:ion officer - and gettin£~ the [;INI[: .F.]..II3CIM to "|:or'rllally take a 

p c i s i . t i o n .  

The p o t e n t i a l  v a l u e  o f  an ASAS a s s u m e d  g r e a t e r  s i g r l i f i c : a n c : e  t h a n  t h e  

,,.¢~ ..... ~4 .... rnana~4:~ment o f  the p r o g r a m  A l t h o u g h  none  o f  t h e  ...... 4.: ..... • ....... ~ .... . . . . . . . . . . . . . . .  l-.J'.J.f L.s.~-L.-.l.h-'{.'a! I ~.--.~ 

really had complete and accurate fac.:ts, Dr [}hu. had the correct ±nstinc:-t,. 

ASAS had not been proper].y managed. Costs were excessive. The dew;!~iopment 

ef1":ort was well beh-i.nd sc:hedule. There was so].id ev±denc:e to support, as a 

m i n i m u m ,  a major  r e s t r u c t u r i n . _ q  o f  t h e  p r o g r a m .  H o w e v e r ,  I-)r [ - : hu ' s  a c : t i o n  

o f f i c e r s  n e v e r  r e a l l y  u n d e r s t o o d  t h e s e  p o i n t s  and  f a i l e d  to a r t i c u l a t e  a 

c . r e d i b ] e  p o s i t i o n .  The p r i m a r y  r e a s o n  was t i m e .  Too much was e..xp...c.te.d,:~ • ~ o f  

t h e  a n a l y s t / a c t i o n  o f f i c e r s  i n  t o o  l i t t l e  t i m e .  F u r t h e r ,  t h e  i s s u e  became 

t o o  p e r s o n a l .  H im ( D r  Chu)  v e r s u s  us  ( t h e  m i l i t a r y ) .  Had t h e  c : o m p l e t e  

p i c t u r e  been made a v a i l a b ] . e  t o  a l l  a t t e n d i n g  t h e  DRB, even  t h e  s t a u n c h e s t  

m i l i t a r y  s u p p o r t e r s  w o u l d  h a v e  a g r e e d  t h e r e  was a need  t o  i m p r o v e  p r o g r a m  

man agernen t . 

I n  c o n c l u s i o n ,  t h e  e v e n t s  s u r r o u n d i n g  t h i s  dec:is::Lon m a k i n g  proc:es,.s 

12 



'c.losely paKallel HalpeKin's model. Whether. oK not it would h a v e  b e e n  useful 

t o  h a v e  s t u d i e d  t h e  m o d e l  b e f o m e  t h e  p m o c e s s  b e g a n  i s  a n o t h e m  i s s u e .  I n  t h e  

c a s e  of t h e  ASAS d e c i s i o n ,  t h e  SECDEF h i m s e l f  b e c a m e  t h e  w i l d  c a r . d .  H i s  

p e F s o n a l  i n t e K e s t  i n  t h e  p F o g F a m  d e v e l o p e d  b y  m o n i t o r i n g  ~.t ovem s e v e F a l  

y e a r s  &n h i s  p m e v i o u s  j ob  may h a v e  b e e n  t h e  s i n g l e ,  m o s t  i m p o r t a n t  f : a c L o r  i n  

t h e  f i n a l  d e c i s i o n .  F o r  n o w ,  we d o  n o t  k n o w .  T h e  a u t h o r  a t t ,  e m p t e d  t o  

c o n t a c t ,  t h e - S e c r " e t a r y ,  b u t  h i s  s c h e d u l e  d - id  n o t  p e r " m i t  an i n t e r v i e w .  H±s  

t i m e  was  f u l l y  c o m m i t t e d  t o  m a k i n g  o t h e r  p o l i c y  d e c i s i o n s .  
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1 

1 9 7 1 ) .  

J e f f r e y  A. G r a y ,  The Psycholo~ per_ F_~e_a_~ AD..d_ ~t__r_5.~.Q.s_, ( ' l ' o r o n t o ,  

R e a d i n g s  i n  A m e r i c a n  F o r e i g D .  ~ ! ~ A % Z  A B u r e a u c r a t i c  

P e r s p e c : t i v e ,  e d i t e d  by  M o r t o n  H. H a l p e r i n  and  A r n o l d  K a n t e r  (New Yor l< ,  

1973). 

a It s h o u l d  be noted that the DRB p r o c e s s  was m o d i f : i e d  on this 

oc:casion as the new SECDEF, Dick Ch6ney, had just taken office, and, in 

the interest of his own education, he elected to play a unique role in 

the decision making forum. 

H a l p e r i n ,  p .  3 .  

Halperin, p. 15. 

T h i s  a r r a n g e m e n t  had  been  i n  e f f e c t  s i n c e  t h e  e a r l y  day.~ o f  

t h e  p r o g r a m ,  well b e f o r e  t h e  c r e a t i o n  o f  the DISC4.  D e s p i t e  t h e  

Goldwater-Nic:hols DoD Reorgan iza t ion  A c t ,  the Jo i r l t  T a c : t i c : a l  F-us.ior~ 

P r o g r a m  O f f i c : e  had  n e v e r  been  p l a c e d  u n d e r  t h e  Arrlly'.'.s ac:qu:i.t.s:J_tion c h a i n .  

H a l p e r i n ,  p .  23 .  

H a l p e r i n ,  p .  2 0 .  

~ r  H a l p e r i n ,  p .  23 .  

l o  W i t h o u t  f u n d i n g ,  t h e  c o n t F a c t o r  c o u l d  n o t  ,::-c3ntirlue 

footnote continues next page 
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continued f~ootnote 

development; a1-L subcontractors and mo'.~t h:J.gh[[.y .',~pec:ialized software 

developers would have to be fired. Congrr, ss would as'..sume the DoD wa'..s 

not serious about ASAS and, most likely, terminate the out-year funding. 

• I Major command'~ are not authord, zed RDT&E fund-i_ng. FQRSCOM 

apparently was illegally using OMA funds (or other type.~) for a "full 

system scale" development e f f o r t .  Once appropriated, the c : o l o r  o f  money 

cannot be changed without Congressional approval. OMA funds c'an only be 

used for operations and maintenance. 

1~. J - S T A R S  i s  a , j o i n t  A r m y - A i r  F o r c e  e f f o r t  t o  d e v e l o p  an a i r  

f r a m e  c a p a b l e  o f  t r a c k i n 9  e n e m y  m o v i n g  t a r . , : . l e t s ,  i d e n t : L f = y i n 9  t h e m  b y  

t y p e ,  n u m b e r  a n d  L o c a t i o n  a n d  r e l a y i n g  t, he  d a t a  t o  , . . ) round s t a t i o n s  

l o c a t e d  w i t h  t a c t i c a l  c o m m a n d e r s  f o r  u s e  i n  tar . .qet-Ln.q. .  T h e  essen tsx i_a l  

point is J-STARS does not rz:.'.:~-::t t.h~ ~. v~_E/.da't~::d requirement for an ASAS. 

l a  H a l p e r i n ,  p .  2 6 .  


